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1. Situational Analysis  

South Africa's public education system has achieved near-universal enrolment but has not translated access into 
outcomes in a location like KwaDukuza in iLembe District — one of the country's fastest-growing economic 
corridors. Where youth unemployment exceeds 62% among those aged 15 to 24, and 31.9% of the adult 
population even as the regional economy expands at pace. Where the KZN matric pass rate has reached a record 
90.6% in 2026, yet fewer than half of Grade 1 learners reach matric, and where many who do graduate lack the 
practical skills, vocational competencies, or entrepreneurial foundations needed to take part meaningfully in the 
economy. 

If the root of this paradox is a system design problem, not a performance problem. Then there is a compelling 
case that the current academic model is orientated to a public no-fee school population that is expected to pursue 
tertiary education. If, as statistically showed, most of the public-school learners’ final year of schooling is the 
highest qualification they will ever receive, then an education system that produces credentials without economic 
pathways does not serve these learners, their families, or their communities. 

The Lodestone Edsupport Theory of Change begins with this premise and works forward: if schools can be 
reframed as the beating heart of their communities — places that produce graduates equipped for economic 
participation, that are resourced by community and private sector collaboration, and that are governed by 
confident, capable leadership — then the causal chain from education to employment to community resilience can 
be activated and sustained. 

2. Structure of the Theory of Change 

The Theory of Change reflects causal relationships at six linked levels, each generating the conditions that make 
the next level possible: 

 

Impact Graduates, both academic and vocational, are employed locally or starting businesses, 

communities are investing in their schools, social cohesion indicators are improving, 
and the district economy is showing measurable employment diversification 
attributable to the skills pipeline the programme created. 

Outcome Communities that are resilient, capable, and sustainable — measured by employment, 
reduced poverty, and personal well-being — where public schools are catalysts for social and 
economic transformation. 

Intermediate 
Outcome 

Second-order systemic changes: schools becoming valued community institutions, education 
aligning with regional economic opportunity, and private sector collaboration deepening. 

Immediate 
Outcome 

First-order changes in schools and communities: improved teaching quality, engaged 
learners, community participation, strengthened school governance, and contextually relevant 
curriculum. 

Outputs The direct, observable results of those activities: functioning SGBs, improved School 
Improvement Plans, accessible specialist support networks, a Community of Practice, and 
vocational curriculum pathways. 

Activities What Lodestone and its partners do: coaching, governance support, curriculum development, 
teacher professional development, community facilitation, and private sector resource 
mobilisation. 

 

 



3. Theory of Change 

Graphic representation of the causal linkages needed to transform public education: 

 

 

Impact Resilient and sustainable rural and urban livelihoods, environments and institutions measured by employment, reducing poverty, and personal well-being

Final Outcome
By meeting the needs and aspirational of the communities they serve, public schools are valued as the catalysts for, and foundation of, community and regional social 
and economic transformation and inclusion

Immediate 
Outcomes

Intermediate 
Outcomes

Outputs

Activities

Networking educational, HR, 
legal and financial expertise in 
support of legislative compliant 

of school decision making.

A public domain Community of 
Practice ensures collective 

learning and good practice is 
accessible to all schools 

Parents and stakeholders 
are active in continuous 

improvement and security 
of their schools

Continuously improve the scale 
and scope of private sector 

collaboration in development & 
support of public education

The link between economic 
opportunity and jobs being created is 
established and continuously nurtured

Collaboration schools receive 
hands-on technical and 

operational support as best 
practice learning incubators.

Public schools are revered 
institutions, protected and nurtured 

by the communities they serve. 

Innovation & technology 
products and services bring 

efficiencies and more time for 
teaching and learning

Provide tools, training, and 
support to facilitate 

improvement of community 
inclusion and cooperation. 

School Improvement Plans are 
overlaid by Strategic Objectives that 

really matter with Measurable 
Results that are context relevant

Holistic public education is 
acknowledged the foundation of 
community and individual social 

and economic success

The quality of teaching and learning improves 
with routine monitoring & evaluation and 

focused professional development

The public education curricula 
and extra-mural programmes 
take their lead from societal 

and economic trends 

Continuously improving 
coordination and alignment of 

regional, district, and individual 
school administrative planning

Partnering with Citizen 
Leadership Lab to offer 

leadership coaching to public 
school principals & SGB’s

Teacher training and support is 
accessible in areas of 

neurodiversity, occupational 
therapy and curriculum guidance.

Public education is an attractive, affordable 
and quality option for residents across the 

economic spectrum

Public schools are the 
microcosm of inclusivity and 

transformation that many South 
African's aspire too.

Planning and investment in public 
education is coherent with regional 
comparative advantage & socio-

economic development imperatives 

Additional public schools or 
blended learning systems are 
developed to meet community 

needs and aspirations

Relevant Continuous 
Professional Development (CPD) 
programmes are accessible by 

teachers and administrators  



4. Context 

The Collaboration Schools Programme (CSP) Theory of Change is not a static diagram — it is a living logic. It 
describes the sequence of conditions, interventions, and outcomes that, when activated together, transform 
underperforming public schools into catalytic community institutions. Each element in the diagram is deliberately 
placed: it reflects either a known failure point in South Africa's public education pipeline or a lever that research 
and practice have confirmed can shift that failure toward success. 

This narrative unpacks each element — explaining why it matters, what transformation it enables, and how it 
contributes to measurable impact. The analysis is grounded in three realities documented across Lodestone's 
strategic papers: 

South Africa's public education pipeline is structurally broken — not performing poorly by accident, but by design 
gaps that have compounded since 1994. 

The iLembe District exemplifies the paradox of economic growth alongside persistent youth unemployment, 
poverty, and educational underperformance. 

The Collaboration Schools model, an adaptation of the partnership model developed by the DG Murray Trust and 
proven in the Western and Northern Cape, offers a replicable, legislatively compliant pathway for whole-school 
transformation. 

The Theory of Change is structured across three levels. Starting with Inputs: what is brought to schools, to 
Outputs: what the inputs deliver, to Intermediate Outcomes: the short-term changes within schools and 
communities, and Ultimate Outcomes and Impact: what changes are clear in society. This narrative follows that 
architecture. 

5. The Structural Problem the Theory of Change Is Solving 

PART ONE: THE CRISIS CONTEXT — WHY THIS URGRNT CHANGE IS 
NECESSARY 

 

Before examining individual elements of the Theory of Change, 
it is essential to understand the scale of failure the model is 
designed to address. South Africa's public education system 
has been extensively evaluated by many organisations and 
found structurally unfit as a pipeline for economic opportunity, 
community development, or social transformation. 

 

Dimension Key Metric Verdict 

Foundational Literacy 81% of Grade 4 learners cannot read for 
meaning. SA ranked last of 43 PIRLS countries. 

Critical Failure 

System Throughput Only 51% of Grade 1 learners complete matric. 
Nearly 590 000 lost per cohort. 

Critical Failure 

“It is painfully clear that South Africa is 
performing poorly, exacerbating problems 
such as inequality and exclusion. The 
economy’s ability to create jobs is slowing 
worsening South Africa’s extreme levels of 
unemployment and inequality.” (Hausmann, et 
al., 2023) 



Credential Quality 30% pass threshold. Matric fails to signal 
literacy, numeracy, or work readiness. 

Severe 
Weakness 

Tertiary Access 16% reach university; 8–10% enter TVET; 74% 
reach no tertiary education. 

Critical Failure 

Employment Readiness NEET rate 45.1% (ages 15–34). Youth 
unemployment 70% among matric holders. 

Severe 
Weakness 

Vocational Pathways 556 000 TVET enrolments; graduate 
employment rate only 20–35%. 

Severe 
Weakness 

Equity Dual system: same matric certificate, vastly 
different actual competence. 

Critical Failure 

Community Link Education designed for individual mobility, not 
community capacity-building. 

Severe 
Weakness 

 

These are not peripheral failures. They are the measurable output of a system that was never designed to build 
community capacity, that runs without economic co-planning, and that measures itself on throughput statistics 
rather than whether school leavers can take part productively in their local economy or any economy. The Theory 
of Change is Lodestone's structured response to each of these failure modes. 

iLembe District is no different - 31.9% unemployment, youth unemployment above 62% in the 15–24 cohort, and 
this in a district experiencing rapid economic expansion (Daily Investor , 2026). The coastal strip is growing. The 
communities supplying it with people are not benefiting proportionally. The Theory of Change is the mechanism 
by which Lodestone intends to alter that equation — starting at school level. 

PART TWO:  INPUTS — THE BASIS OF CHANGE 

6. Structured Collaboration: Financial and In-kind Support for Public Basic 
Education 

This element is the entry condition for everything else. Without systemic buy-in — political, institutional, 
community, and financial — the programme cannot begin, let alone sustain itself. This is not merely a funding 
concern; it is a legitimacy concern. Schools that have tried isolated improvement without genuine multi-
stakeholder commitment have historically failed to hold gains beyond the tenure of a single energised principal or 
community champion. 

The Theory of Change correctly positions formal service-level agreement collaboration as a foundational input 
rather than an assumed given. This reflects the Lodestone understanding that change in public education must be 
invited, not imposed. The engagement with the iLembe Department of Education, Enterprise iLembe, Citizen 
Leadership Lab, and the private sector CSI community is not window-dressing — it is the precondition for 
operational permission, resource flow, and community trust. 

WHY IT 
MATTERS 

South Africa's CDC Silent Crisis Report concluded that throwing more money at the 
system without structural change is insufficient. The financial part must be accompanied 
by intellectual and relational buy-in from all levels — from national IP holders through to 
individual parents. (Schirmer & Visser, March 2023) 



 

The implication for transformation is significant. When buy-in is genuine and multi-directional — the school wants 
it, the community supports it, the private sector funds it, and the DoE authorises it — the programme gains the 
legitimacy to challenge entrenched norms: low expectations, tolerance of poor administration, and passive 
parental disengagement. Without this legitimacy, no intervention survives. 

 

Measurable contribution: Collaboration is tracked through formal Service Level Agreements (SLAs), Partner 
reporting, CSI funding commitments, and SGB resolutions. Only where these formal markers exist, can the 
programme can go ahead.  

7. Networking of CBOs, NGOs and PBOs with Shared Commitment to Public 
Basic Education 

A single organisation cannot carry the breadth of capability needed to transform a school or a system. 
Lodestone's strategic design acknowledges this explicitly through its hub-and-spoke organisational model. The 
hub provides programme strategic planning, organisation, leadership, control, and governance. The spokes are 
individual schools. The rim is the network — CBOs, NGOs, PBOs, faith communities, private sector specialists — 
that wraps around the whole to provide depth of ability no single entity could sustain independently. 

This element is strategically important because it prevents the most common failure of school improvement 
programmes: the single-pillar intervention, reading programmes that succeed in isolation. Leadership coaching 
that doesn't connect to educational outcomes or teaching quality. The Theory of Change hinges on integration — 
each network member's contribution must link school improvement and education outcomes rather than run as 
disconnected outputs or on a parallel track. 

TRANSFORMATION 
IMPLICATION 

When networks are integrated rather than siloed, schools stop being 
passive recipients of fragmented support and become coordination hubs 
that actively draw resources toward learner outcomes. This is the shift from 
charity to systemic improvement. 

 

The Community of Practice (CoP) is the operational mechanism for this integration. Based on Etienne Wenger's 
cultivating community’s framework, the CoP creates structured knowledge exchange — allowing organisations to 
share what works, avoid duplicating mistakes, and build collective intelligence that individual schools cannot 
generate alone. The measurable output is not simply participation in the CoP, but whether knowledge shared 
through it is being applied in schools, classrooms and by SGB governance. 

8. Healthy and Culturally Respectful Agreements Underpin School Operating 
Partnerships 

Service Level Agreements in the Collaboration Schools model are not administrative formalities. They are the 
architecture of accountability. Each SLA between Lodestone and individual schools — defines roles, obligations, 
performance indicators, and exit conditions. Their design reflects a core principle: that trust is built through 
transparent expectations, not goodwill alone. 

The 'culturally respectful' qualifier in this element is critical and often overlooked in education reform programmes. 
iLembe is a culturally distinct district. The anthropological anchors of language, community tradition, and local 
leadership structures are not obstacles to reform — they are the medium through which reform must travel. An 
SLA that is imposed without community cultural engagement will be resisted. One developed with cultural 
sensitivity becomes a shared contract. 



WHY IT 
MATTERS 

The Collaboration School model has been tested in the Western Cape High Court. The 
SLA framework is what provides legislative protection, operational clarity, and 
governance assurance. Without it, the operating partner has no standing, and the 
school has no accountability structure. 

 

Measurable contribution: Every collaboration school must have a signed SLA before Lodestone resources are 
deployed. SLA compliance is reviewed quarterly. Where schools are meeting their obligations is tracked. This 
creates a discipline of mutual accountability that is itself a model for how community institutions may best be 
governed. 

9. Technical and Operational Support for Effective Functioning of the SGB 

School Governing Bodies in South Africa carry enormous legal responsibility — financial management, staff 
appointment, school safety, parental engagement — but receive almost no practical training or operational 
support for these responsibilities. The result is what the documents describe with stark accuracy: principals and 
SGB members who are exposed, anxious, and ineffective, not because they lack commitment but because they 
lack capacity. 

This input is about closing the gap between legal mandate and practical capability. Lodestone's ‘rim’ of 
their hub and spoke operational model enables the networking of a technical body that can provide the 
governance backbone that individual school SGBs often lack, such as financial accountability 
frameworks, HR compliance systems, policy interpretation, and conflict resolution protocols. 

TRANSFORMATION 
IMPLICATION 

When the SGB functions effectively, the entire school governance ecosystem 
stabilises. A functional SGB protects the principal from political interference, 
ensures budget discipline, and creates the conditions for teachers to teach 
rather than manage administrative chaos. SGB functionality is therefore a 
multiplier, not just a support function. 

 

Measurable contribution: SGB effectiveness is measured effective application of the South African Schools Act 
No. 84 of 1996, and compliance, or not-in-conflict, with national education legislation or Public Finance 
Management Act requirements. SGB functionality is also a key contributor to stakeholder satisfaction and a 
leading predictor of school-wide improvement. 

PART THREE:  OUTPUTS— WHAT CHANGES WITHIN SCHOOLS AND 
COMMUNITIES 

10. Dedicated School Operating Partner Support for School Management and 
Holistic Education 

This is the central structural innovation of the Collaboration Schools model. Rather than relying on the DoE to 
provide improvement support that it structurally cannot sustain across 394 quintile 1–3 schools in iLembe alone, 
the model introduces an accredited external operating partner with specific capabilities: programme design, 
curriculum support, leadership coaching, learner support services, and organisational development. 

The School Collaboration Partner (SCP) relationship is not supervisory. Lodestone does not manage schools — it 
supports and coaches school leadership to manage themselves more effectively. This distinction matters 



enormously. A supervisory relationship creates dependency. A coaching relationship builds internal capacity that 
survives the departure of the external partner. 

The 'holistic' qualifier in this element reflects a deliberate departure from narrow academic performance focus. 
Holistic education encompasses mental health support, nutritional adequacy, learning environment safety, sport 
and creative arts, and the development of executive functioning skills — all of which the evidence base shows 
contribute to academic outcomes but are rarely addressed systematically in under-resourced schools. 

Measurable contribution: Impact is tracked through school management effectiveness assessments, teaching 
quality observations, learner support referral rates, and the annual School Development Plan (SDP) progress 
review. Lodestone's MERL framework links each school collaboration intervention to specific outcome indicators. 

11. Teachers and Management Benefit from Continuous Professional 
Development 

Teacher quality is the single most important in-school determinant of learner outcomes. This is not contested in 
the research literature. What is contested — and what the Theory of Change addresses directly — is how 
professional development is designed and delivered. It sets out to improve throughput and improve procedural 
compliance rather than change classroom practice. 

The 'continuous' aspect of is critical. One-off training events, which dominate South African teacher development, 
produce temporary awareness but not sustained behaviour change. The CPD model embedded in the 
Collaboration Schools approach is iterative: training is followed by classroom implementation, which is followed by 
peer observation, which is followed by reflective practice, which feeds back into the next training cycle. 

TRANSFORMATION 
IMPLICATION 

When teachers experience professional development as empowering rather 
than evaluative, they become agents of change rather than recipients of 
instruction. The cultural shift from compliance to a professional growth is 
transformative — and contagious. One teacher who changes practice 
influences colleagues and the professional learning culture. 

 

The management part is equally important. Principals in under-resourced schools typically have not been 
prepared for the full scope of their leadership role — instructional leadership, strategic planning, community 
engagement, financial stewardship, and staff motivation. The Citizen Leadership Lab (CLL), a Lodestone 
collaborating NPO that has been working with iLembe principals since 2010, starts exactly this kind of 
differentiated leadership coaching. 

Measurable contribution: Teacher CPD impact is tracked through classroom observation rubrics, learner 
performance data disaggregated by teacher and class, teacher retention rates, and self-reported professional 
confidence surveys. Management development is tracked through principal leadership assessments and school 
improvement plan quality. 

12. Specialist Support Accessible for Learning and Executive Functioning 
Constraints 

This element addresses one of the most overlooked dimensions of educational underperformance: the significant 
proportion of learners in all school, probably more prevalent disadvantaged communities, who have learning 
differences, neurodevelopmental challenges, or executive functioning constraints that are neither diagnosed nor 
accommodated within the school operating environment. 

In affluent schools, learners with dyslexia, ADHD, anxiety disorders, or autism spectrum profiles are typically 
found early and receive specialist support. In quintile 1–3 schools, the same learners are often ‘labelled’ and 



either disengaged or pushed out of the system. This is not teacher failure — it is a systemic absence of diagnostic 
capacity and specialist support. 

WHY IT 
MATTERS 

A meaningful proportion of school dropouts — concentrated between Grades 9 and 11 
— may have undiagnosed learning differences that make the standard academic 
pathway inappropriate. Addressing this is not peripheral to educational improvement; it 
is central to reducing the 590 000 young people lost from each annual cohort. 

 

Lodestone's network model — where specialist psychologists, occupational therapists, and educational support 
practitioners are accessible to multiple schools to coach internal capability of specialist support is made practically 
and economically workable for no-fee schools that could not individually afford it. The Community of Practice is 
the mechanism for knowledge sharing and replication.  

Measurable contribution: Outcomes will reflect referral volumes, intervention completion rates, and increase in 
uptake of curriculum diversity options. Impact at school level will be from learner retention following intervention, 
and academic performance comparisons between supported and unsupported learner groups. The long-term 
indicator is dropout rate reduction, particularly in the Grade 9–11 band. 

13. Parents and Community are Active Participants in Schools. 

Parental engagement is one of the most robust predictors of learner outcomes across all educational research 
contexts. Yet in many under-resourced and no-fee South African schools, parental engagement has been 
reduced disciplinary hearings and SGB elections. The collaboration school model’s Theory of Change positions 
parents not as peripheral stakeholders but as co-owners of educational outcomes. 

This requires a deliberate shift in school culture. Schools that have operated within a deficit framing — viewing 
parents from poor communities as problematic or disengaged — must shift to an asset framing that recognises 
parents as the primary educators of their children, with cultural knowledge, local expertise, and genuine 
investment in outcomes that no external programme can replicate. It reimagines the school community as 
educational ambassadors exerting voter power over local government resource prioritisation. 

TRANSFORMATION 
IMPLICATION 

When parents are active participants, schools become community institutions 
rather than government facilities. Community ownership is what creates 
resilience — the programme survives changes in school leadership, changes 
in government policy, and funding fluctuations, because it is embedded in 
community expectation rather than dependent on periodic single champions. 

 

Faith community mobilisation is directly relevant here. Faith organisations are trusted conduits to communities in 
a way that formal education structures often are not. Engaging faith leaders as education champions creates a 
legitimacy pathway for parental engagement often missing from existing community authority structures. 

Measurable contribution: Parental engagement is tracked through SGB meeting attendance, school event 
participation rates, volunteer activity hours, and parent survey satisfaction data. A functional SGB — with active 
parental participation, defined roles, and meeting minutes — is itself a leading indicator of school improvement. 

14. Schools Resource and Developmental Leverage; 

Section 36(1) of the South African Schools Act imposes an obligation on school SGB’s to take reasonable 
measures within their means to supplement state resources. This is not merely a permission — it is a duty. The 
collaboration school context is not about replacing government funding — it is about supplementing it in ways that 
are targeted, transparent, and accountable. A school that can attract mutually beneficial private sector support for 



curriculum diversification reframing, a STEM  support programme, a CBO to provide literacy and numeracy 
programmes or run aftercare, local business to donate infrastructure, and influence improved government funding 
flows, all combine to build a resilient multi-source funding model. 

WHY IT 
MATTERS 

Lodestone's documentation notes that iLembe schools face delayed budget allocations, 
administrative capacity deficits, and operational resource gaps that are predictable 
rather than exceptional. Schools that wait passively for state resources to arrive are 
permanently reactive. Schools that proactively use networks become adaptive and self-
reliant. 

 

Measurable contribution: Resource leveraging is tracked through the rand value of in-kind and financial 
contributions mobilised per school per year and the number of active private sector partnerships. Outputs are 
measured by the multiplier effect of external support. Impact, at the school level will be improvement in 
throughput, tertiary progression, or economic participation. Over time, this indicator will be institutional 
sustainability rather than donor dependency. 

15. School Management and Staff Achievements are Acknowledged and 
Celebrated 

This element may appear modest in scale compared to the other components, but its strategic significance is 
disproportionate to its simplicity. Under-resourced schools work in environments of chronic stress, under-
resourcing, public criticism, and low social status. The psychological toll on teachers and management who are 
genuinely committed but persistently unsupported is significant. 

Recognition is not a soft management technique. It is a retention strategy, a motivation mechanism, and a cultural 
signal. When a school community publicly celebrates its results and the teachers, or an SGB member who has 
delivered a compliant annual financial report for the first time, or a principal who has turned a school's reputation 
around — it signals that excellence is possible, expected, and valued. 

TRANSFORMATION 
IMPLICATION 

In communities where public institutions have historically been associated 
with dysfunction, public recognition of improvement changes the narrative. It 
creates role models within the community, attracts better candidates to 
teaching positions, and shifts parental expectations upward. The cumulative 
effect on school culture, sentiment and momentum is substantial. 

 

Measurable contribution: Achievement recognition is tracked through the frequency and reach of celebration 
events, social media and community communication of achievements, and teacher and staff satisfaction surveys 
that include items on professional recognition and morale. Changes in teacher retention — a lagging indicator — 
are partially attributable to recognition culture when combined with CPD and management support. 

PART FOUR:    SCHOOL-LEVEL OUTCOMES — WHAT CHANGES 
INSIDE CLASSROOMS AND CORRIDORS 

16. Effective Financial and Technical Networks Complement Government 
Resources and Performance Management Systems 

This intermediate outcome is the operational expression of inputs and the SLA framework. When all inputs are 
functioning, schools gain access to a functioning ecosystem: financial management support, specialist technical 



advisors, performance management frameworks, and knowledge networks. This ecosystem complements — 
rather than replaces — the state's role. 

The significance of the 'performance management' part should not be underestimated. Many public schools have 
never worked with an externally validated performance framework. The MERL system that Lodestone deploys 
introduces structured evidence gathering, reflective practice, and adaptive management — tools that are standard 
in the private sector but rare in public education. A school that can evaluate its own performance honestly, find 
gaps, and adjust its approach is a learning organisation. 

 

WHY IT 
MATTERS 

The CDC Silent Crisis report noted that South Africa cannot solve education's 
challenges simply by throwing money at them. The complement of financial and 
technical networks addresses this directly: it ensures that resources — however 
mobilised — are deployed strategically rather than reactively, and that outcomes are 
tracked rather than assumed. 

 

Measurable contribution: The effectiveness of financial and technical networks is measured through the 
school's compliance with financial reporting requirements, the utilisation rate of specialist network services, the 
quality of School Development Plans (evidence-based rather than aspirational), and the school's performance 
against its own improvement targets year-on-year. 

17. Principals are Equipped and Supported to Embrace and Drive Change 

The principal is the single most important in-school factor in institutional improvement — more important even 
than teacher quality in aggregate because the principal shapes the conditions under which teacher quality can 
flourish or stagnate. A highly capable principal can transform a school with mediocre starting resources. An 
ineffective principal can neutralise even excellent teachers. 

The Theory of Change's emphasis on principal support reflects the documented reality of iLembe's school 
leadership landscape: many principals are deeply committed but professionally isolated, technically overwhelmed, 
and personally unsupported. The Citizen Leadership Lab's work since 2010 has shown that this isolation is not 
inevitable — principals who are connected to peer networks and private-sector coaching partners experience 
measurable improvements in their confidence, strategic clarity, and implementation effectiveness. 

 

TRANSFORMATION 
IMPLICATION 

A principal who embraces change — rather than defending the status quo — 
changes the culture of the entire school. Teacher engagement rises. Parental 
trust builds. Learner motivation responds. And critically, the principal 
becomes a champion who attracts further support from the community and 
the private sector, creating a virtuous cycle that is self-reinforcing. 

 

Measurable contribution: Principal development impact is tracked through leadership assessment tools, school 
improvement plan quality and implementation rates, staff satisfaction measures, and external stakeholder 
perception surveys. A principal's capacity to lead change is ultimately shown in learner outcome improvement — 
the lagging indicator that all other leading indicators are designed to predict. 

18. School Curriculum Reflects Community Needs and Learner Aspirations 

This is arguably the most transformative — and most challenging — element in the collaboration school 
approach. The national curriculum, as Lodestone's documents document with precision, is designed primarily to 



prepare learners for tertiary education. Yet for 90% of learners, school will be their final qualification. The 
curriculum-reality mismatch is not an accident of poor implementation; it is a structural design failure. 

What it means to have a curriculum that reflects community needs is not to abandon academic rigour — it is to 
contextualise it. A mathematics curriculum that uses local agricultural economics, tourism revenue, or 
construction measurement as its application context is equally rigorous as one that uses abstract examples, but it 
simultaneously develops vocational awareness. A life orientation programme that engages with local employer 
needs and entrepreneurship pathways creates economic readiness alongside personal development. 

WHY IT 
MATTERS 

The vocational campus being developed at Groutville High School is the physical 
manifestation of this element. The QCTO-aligned programmes that have regional 
context are automotive mechanics, construction, and hospitality were not chosen 
arbitrarily — they were mapped to regional labour market demand, entrepreneurship 
potential, and resilience to AI displacement. This is curricula that serves community and 
locational economy. 

 

The Collaboration School model is legislatively and national curriculum compliant while supplementing it with 
context-relevant vocational and technical content. This is not a bypass of the system — it is an enrichment of it, 
using the legislative flexibility provided by the Schools Act to introduce more pathways without sacrificing the 
academic track for learners who will pursue tertiary education. 

Measurable contribution: Curriculum relevance is tracked through learner course selection data, post-school 
employment and entrepreneurship outcomes, employer satisfaction with school leavers, and TVET college 
articulation rates. The ultimate measure is whether graduates can use what they have learned — at once in their 
own community and without geographic displacement. 

19. Students Increasingly Motivated and Engaged 

Learner motivation is not a personality trait — it is a response to environment. The research is clear: learners who 
see the relevance of their education, who feel safe and supported in their school, who receive recognition for 
effort and improvement, and who believe that their future is influenced by their present choices, are more 
engaged. The Theory of Change creates these conditions systematically rather than hoping for them to appear. 

The connection between school operating partner and technical specialist support is direct. When learning 
barriers are found and addressed — through specialist intervention, through better teaching, through improved 
learning environments — learners who were previously disengaged re-engage. The dropout statistics for South 
Africa are dominated by learners who could have succeeded with different conditions. 

TRANSFORMATION 
IMPLICATION 

Every percentage point reduction in dropout rate between Grade 9 and 
Grade 12 is hundreds of young people per cohort who remain in education 
rather than joining the NEET population. Given that the NEET rate costs 
South Africa billions in lost economic output and social services, learner 
engagement is an economic multiplier and not merely a humanitarian one. 

 

Measurable contribution: Learner engagement is tracked through attendance rates, dropout rates by grade, 
learner participation in school activities, and academic performance trends. Attitudinal surveys measuring learner 
sense of belonging, future optimism, and perceived curriculum relevance provide leading indicators of 
engagement before outcomes manifest in results. 

20. Schools' Leadership Integrated into Community Planning and Development 



This element marks the transition from school-as-institution to school-as-community-anchor. When a principal sits 
on a local economic development forum, when a school's vocational programme is co-designed with skills 
mapping, when a school's facilities serve as a community learning centre outside school hours — the school 
becomes part of the community's development infrastructure rather than a separate government facility within it. 

This integration is not without complexity. School leaders who engage in community planning must navigate the 
boundaries between their educational mandate and their community role carefully. The SLA framework provides 
the structure for this navigation by agreeing parameters responsibilities.  

TRANSFORMATION 
IMPLICATION 

Integration of school leadership into community planning fundamentally 
changes who has a seat at the development table. When education is 
embedded in economic development planning — when the district's LED 
strategy is co-written with school principals rather than delivered to them — 
the result is a skills pipeline that connects with economic trends and local job 
creation rather than preparing learners for jobs that exist somewhere else, or 
may cease to exist. 

 

Measurable contribution: Community integration is tracked through acknowledgement of context relevant 
education as the key enabled of socio-economic development and transformation. When school leadership is 
represented on community and municipal planning structures, the number of joint community-school initiatives 
active each year, and community perception surveys, will assess the extent to which the school is seen as a 
community asset and development partner. 

 

PART FIVE:   FINAL OUTCOMES AND IMPACT - CHANGES IN THE 
COMMUNITY AND SOCIETY 

21. Productive Collaboration Between Community, Local Government, Public 
Schools, and CBOs 

This outcome is the proof of the architecture that enables all others to be sustained. South Africa's development 
challenges cannot be addressed by any single actor — not government alone, not civil society alone, not the 
private sector alone. The Theory of Change does not assume that this collaboration will appear organically. It 
creates the structures — Collaboration Guidance Council, the SLA framework, the Community of Practice — that 
make productive multi-actor collaboration possible and durable. 

The iLembe District has shown the feasibility of this collaboration model through examples like Siza Water and 
the Ballito Urban Improvement Precinct — public-private partnerships that have delivered measurable public 
good. The Collaboration Schools Programme applies the same logic to education. By leveraging the private 
sector's efficiency, the NGO sector's relationships, and the government's scale, in service of a shared outcome. 

WHY IT 
MATTERS 

The structural paradox of iLembe — economic growth without community benefit — is 
ultimately a coordination failure. The growth is real. The capacity and opportunity to 
channel it into community development exists. What has been missing is the connective 
tissue: the collaboration structures, the shared agenda, and the institutional 
relationships that allow growth's benefits to flow beyond the coastal bubble. The 
collaboration model provides this connective tissue. 

 



Measurable contribution: Productive collaboration is shown through the number of active cross-sector 
partnerships, resource flows between sectors toward education, joint planning processes, and stakeholder 
satisfaction with collaborative governance. The Collaboration Guidance Council's meeting cadence and the 
quality of its decisions are leading indicators of whether this outcome is being achieved. 

22. Schools are the Hub of the Community and Central to Capacity Building 

This outcome stands for a fundamental repositioning of schools in the community imagination. In many under-
resourced communities, schools are experienced as gatekeepers to a system that mostly rejects learners rather 
than as development institutions that serve the whole community. The Theory of Change aims to reverse this — 
making schools the place where communities develop their collective capacity, not merely where children are 
processed through a government system. 

The practical implications are significant: schools that serve as community hubs become sites of adult education, 
early childhood development, community health screening, small business incubation, and civic engagement. 
This does not happen automatically — it requires deliberate programme design, facility investment, and 
partnership structures that extend the school's reach beyond the school day and the school-age population. 

 

TRANSFORMATION 
IMPLICATION 

When a community sees its school as a hub rather than a gatehouse, it 
invests in the school's success in ways that no collaboration and CSI 
programme can achieve.: volunteer time, protective relationships with 
learners, donations of equipment, and — most importantly — the social trust 
that makes collaboration possible. The school stops being a government 
facility and becomes a community institution. 

 

Measurable contribution: School as community hub is tracked through facility utilisation data outside school 
hours, the number of community programmes hosted on school premises, adult learner enrolment in school-
facilitated programmes, and community-reported belief of the school as a development asset. 

23. Regional Stakeholders Value the Importance of Youth Employment 

This outcome works at the district level. It stands for a shift in the priority that businesses, government agencies, 
faith communities, and civic organisations place on youth employment as a shared responsibility rather than a 
government problem. In a district where youth unemployment above 62% is documented and where the working-
age population is predominantly under 34, this shift is not aspirational — it is existential. 

The Collaboration Schools Programme creates the conditions for this shift by making the connection between 
education investment and economic return visible and quantifiable. When Groutville High School produces its first 
cohort of QCTO-certified mechanics, hospitality, construction capable employees, and when employers in the 
iLembe coastal economy hire them directly — the economic case for continued education investment becomes 
self-evident. 

WHY IT 
MATTERS 

Regional stakeholder engagement is not about charity. Employers in iLembe currently 
import skilled trades from outside the district, at cost, because the local pipeline doesn't 
exist. The CSP creates that pipeline. When employers understand that investing in local 
schools reduces their recruitment costs and builds long-term workforce stability, the 
financial case for private sector participation is complete. 

 



Measurable contribution: Regional stakeholder valuation of youth employment is tracked through employer 
participation in school programme co-design, apprenticeship placement numbers, private sector funding 
commitments linked to employment outcomes, and the proportion of school graduates employed within the 
iLembe district within twelve months of leaving school. 

24. School Graduates Have Skills the Community Needs 

This is the pivotal outcome that links the entire Theory of Change to its ultimate purpose. Every input, every 
output, every intermediate outcome, every structural element of the programme exists to produce young people 
who leave school equipped for the economic opportunities that exist in their own community, without needing to 
displace themselves to a metropolitan centre to realise the return on their education. 

The skills to be embedded in the Groutville pilot — selected based on regional economic development trends, 
labour market demand, entrepreneurship potential, and resilience to AI displacement — is the operational 
mechanism for this outcome. It ensures that the curriculum is not designed in abstraction but in direct response to 
what employers need, what community services lack, and what small enterprises can be built around. 

TRANSFORMATION 
IMPLICATION 

South Africa's public education system was critiqued in Lodestone's case 
study for producing individuals who succeed by leaving the communities that 
need them most. The School Collaboration Programme is the explicit 
counter-programme. Education is designed to build community capacity by 
ensuring that graduates contribute to it rather than extracting themselves 
from it. This is the reorientation from individual credential to community 
capacity that South Africa's education policy has not yet made — and that the 
Collaboration Schools model pioneers. 

 

Measurable contribution: Measurable outcomes that really matter are tracked through a rigorous monitoring, 
evaluation, research, and learning (MERL) framework. Graduate employment data by sector and geography, 
employer satisfaction with graduate readiness, proportion of graduates employed locally versus displaced, self-
employment and small business formation rates, and community skill gap surveys that compare local skill supply 
to demand over time. 

25. Communities are Resilient, Capable, and Sustainable 

This is the apex outcome — the ultimate transformation that all elements of the Theory of Change are designed to 
produce. Resilience here is not a vague aspiration. It is a measurable condition: a community that can generate 
its own employment, support its own infrastructure, govern its own institutions, and recover from economic shocks 
without total dependence on state transfer payments or external rescue. 

The pathway to this outcome runs through every element of the diagram. When buy-in is genuine, when schools 
are well-governed, when teachers are developing professionally, when learners are supported, when curriculum is 
relevant, when parents are engaged, when networks are integrated, when graduates stay and contribute — 
resilience accumulates. It is not a programme output; it is an emergent property of a functioning system. 

WHY IT 
MATTERS 

The counterfactual is visible in iLembe today. Communities without effective schools, 
some without public schooling at all. Dependency on government grants, more 
vulnerable to unemployment shocks, more susceptible to political manipulation, and 
less able to capitalise on the economic growth happening on their doorstep. 
Communities with effective schools — over time — become different. They generate 
professionals who stay. They create enterprises that employ. They support institutions 



that function. They become the kind of community that attracts investment rather than 
extracting transfers. 

 

Measurable contribution: Community resilience is the longest-horizon outcome indicator. Lodestone's MERL 
framework tracks it through proxy measures that accumulate over five-year cycles: local employment rates, small 
business formation rates, community institution effectiveness indices, and social cohesion measures. The ultimate 
validation is whether, a decade after the first Collaboration School is set up in iLembe, the communities served 
show structural improvement in economic participation and self-governance compared to comparable 
communities without the programme. 

26. Graduates Give Back in a Virtuous Circle 

This element closes the loop — literally. The Theory of Change does not stand for a system designed to be a 
linear pipeline from input to output. It is designed to be a self-reinforcing system where each generation of 
graduates becomes the next generation of community champions, school supporters, and programme advocates. 

When a Groutville High School graduate who qualified as an artisan through the vocational campus returns five 
years later to mentor current learners, or when a university graduate who attended a collaboration school funds a 
bursary for the next cohort, or when a community member who benefited from adult education at the school hub 
becomes an SGB member — the virtuous circle completes. The programme no longer depends entirely on 
external resource mobilisation because the community is investing in its own continuation. 

 

TRANSFORMATION 
IMPLICATION 

Virtuous circles are the hallmark of sustainable development interventions 
versus extractive charity. The goal of the Collaboration Schools Programme 
is not to create permanent dependency on Lodestone Edsupport, or on CSI 
funding. It is to build institutional and community capacity that sustains and 
grows independently of external support over time. The graduate give-back 
element is how this sustainability is designed in from the start. 

 

Measurable contribution: Graduate giveback is tracked through alumni network formation, mentorship 
programme participation, bursary, and donation flows from graduates to schools, and graduate representation on 
school governance structures. Over time, the proportion of school funding, volunteer ability, and leadership 
capacity sourced from the school's own alumni community becomes a powerful indicator of programme 
sustainability. 

PART SIX: SYNTHESIS — HOW THE ELEMENTS WORK TOGETHER 

 

27. The Theory of Change as an Integrated System 

Each element described above has been analysed individually, but the Theory of Change is not a checklist. It is a 
system. The elements are interdependent. The absence of any one significantly reduces the effectiveness of the 
others, while the presence of all that creates the compound impact that exceeds the sum of individual parts. 

This systemic interdependence can be understood through three operational principles embedded in the Theory 
of Change: 

 



Principle 1: Legitimacy Before Resources 

Buy-in, cultural respect, and SLA governance must precede resource deployment. A school that receives 
specialist support before its SGB is functional, or before its principal is genuinely committed to the collaboration 
model, will not sustain the improvement. The sequence matters. Legitimacy is the foundation on which resources 
build. 

Principle 2: Leading Indicators Predict Lagging Outcomes 

Learner academic outcomes — the data that government, media, and donors typically focus on — are lagging 
indicators. They change slowly and reflect decisions made years earlier. The Theory of Change shows activities 
and outputs that are the leading indicators. These are SGB functionality, teacher CPD engagement, parental 
participation, principal confidence, specialist support access.  

Improvement in these leading indicators predicts improvement in academic outcomes with a two-to-three-year 
lag. Lodestone's MERL framework tracks both, ensuring that the programme is accountable for proximate results 
even while building toward ultimate outcomes. 

Principle 3: Community Ownership Converts Programme to Institution 

The ultimate test of the Theory of Change is whether the school continues to improve after the School 
Collaboration Partner withdraws. If the community has taken ownership — through an active SGB, engaged 
parents, alumni networks, private sector partnerships, and embedded governance systems — the school has 
been converted from a programme beneficiary into a self-improving institution. This conversion is the difference 
between a project and a systemic shift. 

 

THE 
GROUTVILLE 
TEST 

Every element of the Theory of Change will be tested in real conditions with 
Groutville High School as the innovation pilot. The pilot is designed not simply to 
produce good outcomes at one school, but to generate transferable evidence: what 
worked, what didn't, what needs adaptation for different community contexts, and 
what can be replicated at scale across iLembe and beyond. The Community of 
Practice is the mechanism through which Grouville’s learning becomes regional 
knowledge. 

 

28. Contribution to the DBE Action Plan 2024 

The Theory of Change is explicitly mapped to the Department of Basic Education Action Plan 2024. This 
alignment is not cosmetic. It reflects Lodestone's strategic positioning as a complement to government effort 
rather than an alternative to it. 

The DBE Action Plan 2024 shows school governance, teacher development, learner support, and community 
engagement as priority areas. Every element of the Collaboration Schools model and Theory of Change 
addresses at least one of these priorities. The Service Level Agreements between Lodestone, the KZN DoE, and 
the Enterprise iLembe formalise this alignment, ensuring that the programme's activities are officially sanctioned 
and that its outcomes feed into both the departmental evidence base and the iLembe developmental goals. 

This alignment also matters for resource mobilisation. Corporate Social Investment and philanthropy funding is 
more easily motivated when the programme contributes to — rather than competes with — government priorities. 
The Section 18A tax deduction status of Lodestone's PBO registration is the financial expression of this 
alignment: donations to the programme are tax-efficient because the programme is legally recognised as a public 
benefit. 



CONCLUSION 

29. The Urgency and the Opportunity 

South Africa is not short of education diagnoses. The PIRLS results, the NEET statistics, the dropout cascade, 
the credential credibility crisis, all have been documented with increasing precision since the mid-2000s. What 
has been scarce is the combination of diagnostic clarity, legislative confidence, operational method, and 
community legitimacy needed to act at the school level in a way that produces systemic rather than anecdotal 
change. 

The Collaboration Schools Model as expressed by the Theory of Change is exactly this combination. It knows 
what is broken. It has a legislatively tested model for fixing it. It has the operational partnerships with the iLembe 
DoE and Enterprise iLembe ensure public and private sector inclusion to implement at scale. It has the 
community anchor of Groutville High School, which has formally committed to serving as the proof-of-concept that 
will generate the evidence base for outcomes and the key elements needed for replication and scaling. 

The counterfactual — doing nothing or continuing to do the same things at the same pace — is not neutral. Every 
year that the current system continues to produce 590 000 school leavers without practical pathways, the social 
and economic cost compounds. Youth unemployment at 62% in a high-growth district is not a background 
condition to be managed. It is a crisis in form and function. 

 

THE 
INVITATION 

The Collaboration Schools Programme does not ask government to change policy 
overnight, or employers to subsidise the system indefinitely, or communities to trust 
institutions that have failed them. It asks each stakeholder to take one step. The 
formal commitment, through the structures that the Lodestone Edsupport 
Collaboration School Programme articulated by the Theory of Change has designed, 
to move communities from existing ‘blissful bubbles to inclusive longer tables” 

 


